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Organization
At the outset of the project, it was decided that due to the existing regular workloads of Smith and Michael, additional assistance would be required to handle registration and organization duties for the conference. A third party with conference planning experience was identified, and the National Preservation Institute (NPI) was tasked with coordinating conference registration, developing a conference webpage, and overseeing facility logistics. NPI was chosen because of their experience coordinating three previous DoD historic building conferences (HBCs). Smith and Michael then focused on the agenda, speakers, and funding, while Jere Gibber (Executive Director of NPI) handled registration, paperwork, rentals, and other organizational aspects for the conference.
Location
Prior to submitting the pre-proposal to the Legacy Program, organizers decided to choose a location near a military installation that would offer a broad range of historic buildings and would be easily accessible to most of the potential attendees. The organizers, along with NPI's Gibber, made a scouting trip to San Diego in September 2010. Smith and Michael visited and met with the staff at every conference facility operated by the Navy's Morale, Welfare and Recreation (MWR) office in San Diego. It became apparent that a conference size of 100-150 attendees was either too small for some facilities or too large for others. The Admiral Kidd Conference Center at the Naval Mine and Anti-Submarine Warfare Command became the obvious choice as it could accommodate several different attendance scenarios (Figure 1 ). The organizers met with the Admiral Kidd staff to work out preliminary details of the workshop and draft the contracts. The trip was also a chance to visit neighboring installations to begin planning HBW tours and exercises. 
Fee
It was decided in the initial planning that the conference should not charge a fee, in hopes of allowing the maximum numbers of DoD cultural resources professionals to attend.
Food
Lunch was provided on the first three days of the workshop with a keynote speaker during the meal on each of those days. No lunch was provided on Friday at the town hall-style event.
Identity
A conference identity icon was deemed necessary by the team to be placed on all conference material including the website, conference announcements, and newsletter. A view of Naval Air Station North Island and downtown San Diego taken by Smith was utilized (Figure 2 ). In addition to the online newsletter, NPI added a page to its website with information about the conference, a link to the informational flyer (see Appendix A), the draft agenda, and the final agenda (Appendix B).
Attendance
The HBW proposal to the Legacy Program was geared for an expected attendance of as many as 150 people. This number was derived from the number of attendees at the DoD HBC in 2008.
Workshop Dates
The initial date for the HBW was scheduled for March 2011; however, it was postponed until June 2012 due to Congressional budget issues, DoD budget issues, and bans on federal travel during the second quarter of FY 2011.
ERDC/CERL SR-12-12 5 2 Agenda Development
Once NPI was brought in to handle most of the conference planning logistics, Michael and Smith concentrated on identifying and developing session topics and securing presenters. Appendix B contains the final agenda.
Choosing topics and securing presenters
Diversity of presenters from all branches of the military, other government agencies, state regulators, and the private sector was one of the goals of the HBW, to ensure the highest quality of information, on the most current and relevant issues to the DoD CRM audience. Due to the limited budget, no funds were available for presenter travel expenses; therefore, Michael and Smith relied on their network of professional contacts to fill initial speaker slots. M. Wayne Donaldson, the State Historic Preservation Officer (SHPO) for California, was invited to attend and speak as one of the luncheon speakers, since he also serves as chairman of the Advisory Council on Historic Preservation (ACHP). Other SHPOs who had been recommended by OSD or various installations in consideration of their specific expertise or knowledge were also invited to present; unfortunately; however, none were able to attend. Cultural resources managers were also invited from the National Park Service's Pacific West Region office and from General Services Administration.
Workshop structure
A primary goal of the HBW was to provide a wide variety of subjects and levels of expertise, thereby making the workshop useful and relevant to the larger DoD cultural resources management audience.
Due to attendee comments from the 2008 DoD HBC in Kansas City asking for a more in-depth workshop-style conference, the organizers determined it was necessary to have all attendees of the workshop be in the same room (Figure 4 ). Sessions were designed to be more interactive with the audience than those utilizing just a presenter with a slide presentation ( Figure  5-Figure 7) . The organizers felt that Tuesday morning should be devoted to DoD, the Legacy Program, and the four military service branches, to give their overall perspectives on historic buildings and cultural resources management in general.
After that, the days were broken up into multiple one and one-half hour blocks, with breaks and lunches between the blocks. Each block was devoted to particular issues such as Cold War (Figure 8 ), architectural styles, master planning, sustainability, and disaster preparedness. Each luncheon had a keynote speaker: Tuesday -ACHP Chairman Wayne Donaldson (Figure 9 ), Wednesday -Andy Yatsko on Navy Architecture in San Diego, and Thursday -Chandler McCoy on Architecture at the Presidio of San Francisco. Friday morning was devoted to a town hall run by Serena Bellew, the Deputy Federal Preservation Officer from the Office of the Secretary of Defense. The HBW was completed before noon on Friday. 
Field trip
San Diego was chosen for the HBW due to the many Navy and Marine Corps installations and former DoD installations located in the metropolitan area. To go along with the interactive theme of the workshop, the organizers decided that a working field trip with activities for the participants would be necessary. The MCRD San Diego and the former San Diego Naval Training Center (now closed and privatized as Liberty Station) were chosen for Wednesday's field trip, due to their proximity to the Admiral Kidd Conference Center (Figure 10 ).
Each group of participants was broken up into four smaller groups, and each group was given an exercise ( Figure 11-Figure 14) . Although the exercises were identical, the tasks were different due to one location being a federal property and the other now under private ownership.
Two charter buses were organized by NPI, with one bus departing to the MCRD and the other bus departing to Liberty Station. Halfway through the afternoon, participants switched to the other location. Both groups met back at the Admiral Kidd Conference Center to present their findings and feedback. 
Including additional training opportunities Navy Cultural Resources meeting
The Department of the Navy was invited to take advantage of having a large group of Navy CRMs in San Diego by holding a two-day meeting on Sunday and Monday, 3-4 June 2012. Since travel budgets were extremely limited, combining the Navy CRM meeting with the DoD HBW was a costeffective opportunity for a much-needed opportunity for discussion of Navy CRM issues and DoD initiatives. Due to Navy budget constraints, however, the Navy CRM meeting was actually held on Monday (before the con-ference began) and Thursday morning (separate from the conference); in addition, Navy buildings were the topic of late Thursday afternoon HBW sessions.
Air Force Cultural Resources meeting
The Air Force was also given the opportunity to combine their annual CRM training with the HBW; however, the funding for the Air Force workshop was cut, and the training was pushed back to FY 2013.
Evening events
Adam Smith and Michelle Michael decided at the outset that the theme for the HBW would be interactive, and this idea extended to the evening events. Instead of only one hour-long reception on Tuesday night, evening networking events were scheduled for three evenings at three National Historic Landmarks spread throughout the San Diego area. The first event was held Tuesday at the Sunset Bar at the Hotel del Coronado in Coronado, California where the participants sat outside at the no-host bar and enjoyed one of the largest wood buildings in the world ( Figure 15 ). The Wednesday event was at the Prado Restaurant and Bar in Balboa Park, San Diego, which was designed by Bertram Grosvenor Goodhue and the site of the 1915-16 Panama-California Exposition (Figure 16 ). The Thursday event was at the Giant Dipper roller coaster in Belmont Park, California. 
Final budget distribution
The final budget distribution is outlined in 
Conference attendees
Initial estimates of 150 attendees for the 2012 HBW were based on attendance numbers at the 2008 Legacy Program-funded HBCs. Although registration for the 2012 HBW was initially slow, it soon gained momentum, with the final count at 110. Organizers believe the actual attendance was much smaller than initially planned due to budget and travel budget constraints at the headquarters and installation levels throughout FY2011 and FY2012.
The breakdown of attendees is found in Table 2 . 
Conference Survey Results
There were 51 evaluations turned in at the end of the workshop. Table 3-Table 7 give the results from those evaluations. Not all respondents answered every question. Good representation from all levels and installation commands. Useful to hear common issues that will hopefully be addressed. However, often times other issues have been mentioned but no remedy, but very worthy discussion.
[Rest was illegible] 7
The instructors combined experience of course was spectacular but also the experience of the participants and the format that allowed sharing of various experiences/projects.
8
It met expectation for the usefulness of getting together with our counterparts and sharing lessons learned.
9
Setting was amazing! Need more discussion like the last day. Covered many different current issues that was informative about other people's problems.
10
The workshop was very useful and interesting as a whole but some sessions were repetitive and ran too long but overall very useful particularly the interactive sessions.
11
Really hoped for more content and discussion on Cold War Inventory and future of CRMwe lost track somehow.
12
Exceed: networking, knowledge of other installation challenges, areas for improvement in program. Fell short: CRM in the Future; is LEED still going to be applicable in 5-10 years; energy requirements; Section 106 and NEPA in future. Not many materials or fact sheets were handed out.
13
Field trip. Exercise with other CRMs or subject matter experts. Exchanging knowledge.
14 Met all expectations. Skit/role playing exceeded expectations. Great job! Bravo! Interactive and group presentations.
24
Topic resulted in thoughtful discussion that produced shared lessons learned.
25
I'm new to Federal work (architectural historian w/consultant) so I had no expectations--workshop was very helpful in getting a handle on concerns/practices of military CRMs.
26
I really appreciated case studies--wire glass windows, Camp Mabry, etc--presented problems and potential solutions.
27
Exceeded! Applies to DoD and private sector projects!
28
The sessions were interactive and generated interesting discussions. The workshop met my expectations.
29
There was a lot of discussion but little resolution (though very hard to achieve). Information was useful but would have liked to hear more suggestions for dealing with CR challenges over [illegible] .
30
Exceeded! Excellent combination of speakers, field trip, role-playing, etc.
31
The workshop exceeded my expectations. The information presented is directly applicable to the program I support.
32
Because I am not a CRM, I did not know what to expect. For my purpose it was acceptable.
33
Very relevant topics to my job requirement. Better than NGB Conservation workshops from my perspective.
34
Good workshop. A little overlap (unnecessary) in some "panel" presentations.
35
Needed less background info in slides and more opportunities for discussion/question/answer on topics.
36
The interaction and discussions in a broader group setting were really great and demonstrated common issues well. Unfortunately we don't have concrete answers to the issues.
37
Relevant actions other bases. Learn what is going on.
38
I enjoyed the case study aspect of the workshop, but I felt that the presentations were very much geared for EV business line and not CI business line. But conversation could be appropriate for CI architects and PMs.
39
Great opportunities to benefit from similar lessons learned. Exceeded all expectations in every way. One and only chance to strategize and gain support at HQ/OSD levels. Opportunities to collaborate with DoD branches to share resources.
40
Always good to network and gain greater insights into the workings of the CRM milieu at DC and disparate installations.
41
The broadly representative and robust participation made the workshop very valuable. We still need to work on making the material more directly applicable to our CRMs.
42
As a contractor, this workshop has been rather fascinating in demonstrating the decision making that trickles down to us with much less explanation. Grateful to attend.
43 NAS North Island. Point Loma. These would have been better than the MCRD.
Respondent Whether Workshop Met Expectations 44
The breakout work on a problem session activity should constitute a greater percentage of these "workshops" instead of being lectured at with lectures that we are already very familiar with already. We are seasoned professional that don't need to stare at slides of stories we already know. Instead let's work together on the different issues. Brainstorm with experienced colleagues in these rare opportunities to get together. 
Lessons Learned
The following points reflect the opinions of Adam Smith and Michelle Michael, based on their experiences in developing and executing the 2012 HBW:
• Budgeting for the time and money to make an initial site visit to the proposed conference and installation sites is well worth it. A site visit allows the organizers to meet with the conference center staff and view firsthand the facilities and hopefully anticipate any potential problems before they arise.
• It is recommended that setup and use of conference center audiovisual equipment be included in any future conference budgets as it is very beneficial and a time savings for the organizers.
• Partnering with NPI allowed organizers to focus on building a good agenda, while the logistics of registration and hotel interaction were handled by an experienced third party. Since both organizers had to continue with full-time positions while planning this conference, NPI's involvement was invaluable.
• Response to this conference proved that there is a legitimate need for such training within the DoD historic building community. It had been four years since the last HBC, and the overwhelming response from attendees indicated they would like to have this training opportunity on a more regular/shorter cycle, even with budget and time constraints.
• The workshop format was successful and is recommended for future workshops. Having everyone in one room for a specific and streamlined format allowed for shared experiences and lessons learned as well as conversation about possible solutions. The format was the big difference between the 2008 HBC and 2012 HBW; the workshop format seemed to better meet participants' needs.
• Rather than hosting a conference-center reception with additional cost, identify locations that can accommodate a large crowd for optional evening gatherings or happy hour. The gatherings were a big hit for the 2012 HBW because they provided for important networking and sharing in a casual environment.
• Develop and implement a policy regarding contractor advertisement. Several contractors asked about displaying brochures or giving gifts such as umbrellas or bags. Because there was no policy in place, the organizers chose not to let anyone display business paraphernalia. If it will not be allowed, make a statement in the conference brochure stating so. If it can be allowed, a space will have to be set up and maintained for this purpose. Guidelines will be required to ensure that all contractors are treated equally.
• When planning a workshop on a military installation, ensure that coordination with the appropriate security personnel is done "early and often." Security coordination is especially true when providing access to non-DoD contractors and citizens. More often than not, clearance will be required and can take weeks to complete. Therefore, required information about non-DoD identification cardholders will be need to be gathered during the registration period.
